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Disclaimer 


The  findings  of  this  study  are  not  to  be  construed  as  an 
official  Department  of  the  Army  position,  policy,  or  decision 
unless  so  designated  by  other  official  documentation.  Comments 
or  other  suggestions  should  be  addressed  to: 

Department  of  the  Army 

Office  of  the  Deputy  Chief  of  Staff  for  Logistics 

ATTN:  DALO-RM 

Washington,  D.  C.  20310-0300 


EXECUTIVE  SUMMARY 


The  Civilian  Ena  Strength  Study  (CESS)  was  tasked  to  the  DCSLOG 
by  the  Chief  of  Staff  to  determine  whether  the  Army  could  live  within 
a  level  end  strength.  During  the  period  1981-1985  the  civilian 
employment  authorization  increased  as  a  result  of  lifting  the  ena 
strength  on  the  Army  Industrial  Fund  (as  a  test)  ana,  subsequently, 
lifting  the  end  strength  from  the  entire  Army. 

The  resulting  growth  in  authorization  caused  some  concern  as  to 
the  wisdom  of  operating  without  an  end-strength  control.  The  second 
element  of  interest  centered  on  productivity.  Has  the  Army  done  all 
it  could  (should)  to  enhance  the  productivity  before  increases  to  the 
authorized  employment  level?  CESS  was  conducted  to  assess  feasibility 
of  living,  within  a  constrained  employment  level,  usin&  increased 
productivity  to  "pay  the  bills"  associatea  with  new  or  increasing 
requirements. 

The  study  concluded  that  living,  within  a  fixed  end  strength  was 
feasible  although  returning  to  end  strength  controls  was  viewed  as  a 
step  back  and  therefore,  was  not  recommended. 

Increased  control  can  be  achieved  by  more  stringent  control  of 
the  current  Annual  Financial  Target  (AFT. . . Workyear  Management).  The 
ability  to  live  within  a  constrainea  workforce  is  tied  to  produc¬ 
tivity.  The  Army’s  Productivity  Programs  (QRIP,  PECIP,  PIF)  nave 
significant  potential  and  given  aaditional  funding,  can  provide 
significant  return  on  investment.  The  opportunity  for  increased 
productivity  through  automation  programs  is  substantial.  Previously 
no  manpower  impact  analysis  was  required  to  receive  automation 
funainb.  ACSIM  will  require  manpower  analysis  as  part  of  the 
resource  development  process. 

A  second  area  of  efficiency  is  centered  on  Commercial  Activities 
(CA),  Army  Performance  Oriented  Review  System  (APORS) ,  and  Military 
Staffing,  Standards  System  (MS3)-  Each  program  contributes 
differently.  CA  results  in  two  savings  in  Army  authorized  civilian 
employment  levels.  First,  as  a  by-product  of  a  CA-MEO  study  the 
organization  is  reorganized  to  its  "most-efficient"  design. .. .histori¬ 
cally,  savings  of  10— 15%  are  achievable.  Second,  when  a  contract  goes 
out-of-house  the  spaces  are  available  for  redistribution  to  other 
claimants. 

APORS  is  an  efficiency  program  which  is  expected  to  achieve  a 
small  percent  savings  (1-3)  across  a  large  population.  As  a  result, 
the  APORS  analysts  have  the  potential  to  identify  many  surplus 
spaces  for  Army  use. 

MS3  is  a  requirements  review,  not  an  efficiency  program.  It  nas 
produced  a  savings  in  both  requirements  and  authorizations.  The 
challenge  for  MS3  analysts  is  to  exploit  lessons  learned  rapidly  to 


replace  existing  "Schedule  X"  or  Manpower  Survey  Procedures  which  have 
generated  requirements  above  the  true  requirement.  This  conclusion 
is  substantiated  by  MS3,  APORS  and  CA-MEO  results. 

The  final  area  of  concern  is  applicable  only  if  Civilian  End 
Strength  controls  are  re-imposed  on  the  Army.  At  issue  is  whether 
selected  functions  now  counted  as  Army  End  Strength  should  be  recon¬ 
sidered  or  transferred  to  other  appropriate  categories.  Each  of  these 
is  described  briefly  below  with  additional  detail  provided  in  the 
boay  of  the  study: 

a.  Change  current  procedures  whioh  double  counts  military  teci.ni 
cians  (NGB  and  USAR)  as  both  civilian  end  strength  and  RC  strengtn. 

b.  Request  personnel  involved  in  Foreign  Military  Sales 
activities  (on  a  reimbursable  basis)  not  be  countea  against  Army  end 
strength.  This  seems  prudent  since  workload  fluctuates  ana  is  beyona 
the  Army's  control. 

c.  Consider  transferring  spaces  supported  by  appropriated  funds 
but  in  support  of  non-appropriated  fund  (NAF)  activities  to  NAF 
accountability . 

d.  Consider  moving  selected  RC  training  facilities  to  Reserve 
Components  control  with  manpower  provided  by  contract  (or  state) 
personnel . 

Finally,  the  study  group  concluded  that  the  current  incentive 
program  is  fragmented  and  inconsistent.  It  recommended  bringing  all 
programs  under  a  50/50  percent  share  basis  between  DA  and  MACOMs. 

This  procedure  will  in  the  long  run  provide  the  spaces  for  new 
initiatives  without  the  necessity  for  decrements  as  currently  being 
done. 

All  tasking  are  documented  in  a  tasking  memorandum  from  the 
Director  of  the  Army  Staff  dated  6  September  1985. 
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CIVILIAN  END  STRENGTH  STUDY 


Abstract 


This  study  examined  the  methodology  by  which  the  Army  determines  and 
manages  the  size  of  its  civilian  work  force.  Detailed  analyses  were 
made  of  the  civilian  manpower  growth  projections,  the  benefits  to  be 
derived  from  specific  economy  and  efficiency  programs,  as  well  as 
alternative  means  of  manpower  management.  The  study  identified 
initiatives  which  can  be  taken  to  enable  the  Army  to  operate  within 
a  fixed  civilian  employment  level. 

The  Study  Sponsor:  LTG  B.  F.  Register,  Jr.,  Deputy  Chief  of  Staff 
for  Logistics.  As  sponsor,  LTG  Register  idenfitied  the  study 
objectives,  established  guidelines  for  achieving  those  objectives, 
and  continued  to  monitor  the  study  group's  efforts  and  progress. 

The  Study  Work  Group: 

-  Chaired  by:  BG  Merle  Freitag,  Director,  Resources  and 
Management,  Office  of  the  Deputy  Chief  of  Staff  for  Logistics 

-  Consisted  of  representatives  from  ODCSPER,  ODCSLOG,  ODCSOPS , 
ODCSRDA,  OACSIM ,  OACSI,  COA,  OCE ,  OTSG,  NGB,  OCAR,  PAED,  ODM,  OT JAG , 
OTIG,  OCC 


Chapter  1 


1-1.  Introduction 


The  Army  has  made  significant  progress  in  utilizing  productivity 
enhancing  technology  to  free  soldiers  from  less  productive  tasks,  thus 
enabling  them  to  focus  their  efforts  on  combat  capability.  The 
Logistics  Unit  Productivity  Study  and  related  efforts  contributed 
significantly  to  the  Army's  ability  to  maintain  a  fixed  end  strength 
for  the  active  Army  while  accommodating  the  creation  of  two  additional 
divisions.  The  reality  of  fiscal  constraints,  coupled  with  congressional 
emphasis  on  end  strength  management,  mandated  this  study  of  civilian 
end  strength  management. 

1-2.  Background 


Army  civilian  end  strength  was  managed  within  the  context  of  a 
congressionally  mandated  end  strength  cap  until  fiscal  year  1983. 

With  the  lifting  of  this  cap,  a  significant  growth  in  actual  and 
projected  civilian  end  strength  was  experienced.  This  growth  is 
viewed  as  inconsistent  with  the  Army's  maintaining  a  fixed  active  Army 
end  strength.  Hence,  the  Chief  of  Staff  directed  the  conduct  of  this 
study  (Appendix  A) . 

1-3-  Purpose 

The  purpose  of  this  study  is  to  determine  the  feasibility  of 
achieving  a  fixed  civilian  end  strength  for  the  Army  and  to  concurrently 
identify  opportunities  for  capitalizing  on  productivity  enhancing 
technology. 

1-4.  Objectives 


The  objectives  of  this  study  were  to: 

a.  Determine  the  nature,  character  and  cause  of  the  growth  in 
civilian  end  strength. 

b.  Identify  areas  for  potential  reduction  in  civilian  end 
strength. 

c.  Determine  the  feasibility  of  maintaining  a  fixed  end  strength. 

1-5.  Scope.  This  study  encompassed  the  totality  of  civilian  manpower 
employed  in  support  of  the  Active  and  Reserve  Components  of  the  Army, 
worldwide. 

1-6.  Timeframes.  This  study  addressed  the  Program  Objective  Memorandum 
period  1987-1991. 
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1-7.  Study  Tasks.  To  fulfill  the  study  objectives  six  principal  tasks 
were  identified  and  were  the  basis  of  the  study  methodology. 

a.  Review  growth  to  facilitate  understanding. 

b.  Review  budget  and  program  data  base  to  ensure  accurate  status 

c.  Identify  preferred  management  methodology  -  annual  financial 
target  (AFT)  versus  civilian  end  strength  (CES). 

d.  Review  program  for  automation  initiatives  with  manpower 
savings. 

e.  Solicit  MACOM  participation  thru  submission  of  ideas  and  new 
initiatives. 

f.  Summarize  potential  for  savings. 

1-8.  Study  Methodology. 

a.  A  Study  Working  Group  (SWG)  and  Study  Advisory  Group  (SAG) 
were  established  in  accordance  with  AR  5-5  and  DA  Pam  5-5.  A  copy  of 
the  Study  Directive  is  attached  as  Appendix  B. 

b.  The  Study  Working  Group  was  organized  into  the  following 
partitions  to  accomplish  the  study  tasks  and  to  satisfy  the  objectives. 

(1)  Partition  A  (COA  lead)  -  Tasked  to  review  current  budget 
and  program  documents  to  ensure  that  all  civilian  manpower  authoriza¬ 
tions  are  accurately  recounted  and  reflected  in  the  data  base. 
Particular  attention  will  be  paid  to  programs  to  ensure  that  space 
savings  have  been  captured  and  perpetuated  from  prior  year  investment 
decisions. 

(2)  Partition  B  (DCSPER  lead)  -  Tasked  to  review  Army's 
position  that  civilian  employment  levels  should  be  managed  on  the 
basis  of  budgeted  personnel  costs  and  average  strength  as  opposed 
to  end  strength  ceilings.  DCSPER  was  also  tasked  to  analyze  and 
propose  the  most  efficient  civilian  work  force  mix  (permanent,  tem¬ 
porary,  foreign  national,  contractor). 

(3)  Partition  C  (DCSLOG  lead)  -  Tasked  to  identify  and 
evaluate  initiatives  with  potential  civilian  personnel  savings. 
Particular  attention  should  be  paid  to  productivity  improvements  and 
other  areas  offering  space  savings  through  consolidation,  contracting 
or  technology  acquisition. 


Chapter  2 


Study  Work  Group  Results 


2-1.  General.  The  efforts  of  each  Study  Work  Group  Partition,  in 
horseblanket  format,  were  presented  to  SAG  II  on  27  June  1985.  The 
analysis  findings  and  recommendations  are  provided  in  the  following 
sections  as  they  were  provided  during  the  course  of  the  study  and  all 
subsequent  reviews. 


PARTITION  A 


2-2  Partition  A.  This  partition  was  tasked  to  analyze  and  evaluate 
the  civilian  employment  level  authorization  growth  during  the 
period  1981-1985.  This  analysis  was  to  ensure  understanding  of  where, 
how  and  why  civilian  authorizations  had  increased  and  to  assure  that  data 
bases  are  correctly  balanced  with  all  prior  savings  properly  identified 
and  removed  from  the  data  base.  The  review  was  accomplished  by: 

a.  Appropriation  (Fig  2-1) 

b.  Major  Commands  (Fig  2-2) 

c.  Defense  Planning  &  Programming  Category  (Fig  2-3) 

d.  Program  Decision  Increment  Package  (Fig  2-4) 

The  analysis  of  1981-1985  showed  clearly  that  employment 
authorizations  grew  as  a  function  of  four  initiatives.  First,  the 
Army  rebalanced  workforces  in  the  period,  restoring  Borrowed  Military 
Manpower  (BMM  +14,300  spaces)  and  substituting  civilians  for  military 
manpower  (Civilian  Substitution  +500  spaces).  Second,  the  Army  increased 
civilian  authorizations  in  support  of  Force  Modernization  (+2300  spaces). 
Administratively,  there  occurred  an  artificial  increase  in  RDTE  by  a 
capitalization/decapitalization  change  in  the  Industrial  Fund;  however, 
this  was  not  growth  in  operations. 

As  the  analysis  turned  to  FY  86  the  primary  growth  initiatives  are 
programmed  to  be  Force  Modernization  (+2100)  and  Training  Base  (+1300). 

The  projected  growth  for  87-91  was  programmed  to  occur  in  Civilian 
Substitution  (+2300),  Force  Modernization  (+3199)  and  Military 
Technicians  (+4500).  It  is  important  to  note  that  these  programmed 
increases  were  only  affordable  by  estimating  future  savings  and 
decrementing  other  programs  accordingly. 

As  MACOM  analysis  shows,  the  principal  increases  in  1981-1985  were 
in  USAREUR  (+12,400),  F0RSC0M  (+5400),  TRAD0C  (+3900)  and  AMC  (+3000). 

In  1986  the  major  increases  were  F0RSC0M  (+1800)  and  TRADOC  (+1300). 

In  an  effort  to  determine  how  well  the  authorizations  were  being 
used,  a  review  of  Civilian  Workyear  utilization  (Fig  2-5)  was  con¬ 
ducted  from  1981  through  March  1985.  All  commands  are  doing  an 
excellent  job  of  executing  authorizatons  (hiring  personnel  to  fill 
spaces) . 

Charts  that  summarize  the  analysis  are  provided  at  Fig  2-6  and 

2-7. 


Fig  2-8  demonstrates  graphically  how  civilian  manpower  has 
changed  and  is  projected  to  change  during  the  FY  81-91  period. 


Fig  2-9  demonstrates  graphically  the  relationship  between  the 
"Required  Civilian  Workforce"  and  the  level  authorizations  now 
programmed  at  approximately  406K.  It  shows  notionally  that  the 
potential  to  increase  capability  in  the  future  is  closely  linked  to  a 
more  accurate  determination  of  the  required  workforce  (MS3  has  shown 
approximately  a  10$  reduction  of  both  requirements  and  authoriza¬ 
tions)  and  the  expected  savings  to  be  achieved  from  Commercial 
Activities  (Most  Efficient  Organization)  and  Army  Performance 
Oriented  Review  System  (APORS) .  The  relationship  is  further 
described  in  paragraph  2-4. 


5 


***** 


APPROPRIATIONS 


6 


X88 


DEFENSE  PLANNING  &  PROGRAMING  CATEGORY 


SerSHtl  JUNKING  fc 

MOCKANHIHG  CATEGORY 


DELTA 

i;-»J 


DELTA 
6  ■  -86 


st»at:cic 

TACTI.-AL/WOllLITr 

T&tcia 

Division 

Thaatat 

nobility 


“Ht 


APT  ACTIVITIES 


TSTTnjincT" 
Cntrly  Nfld  com 
MO 

Gaophyaical 


SUPPORT  ACTIVITIES 
CoaoST  instlna 


Apt  inatln* 
Nadi c*l  Apt 
Psraonna!  Spt 
India  idualT  spt 
PQtCt  Apt  ?nj~ 
Cantral  Log 
Supply  OQns 
Mint  Opr ■ 
lo«  Spt  Opn* 


♦  27422 


Intntl  Nil 
Unlflad  C»d* 

Sve  Spt-Co«pat 
(ve  Spt-Spt 
radar*!  Aaancy  Spt 


♦  J  307  7  ( -2481 ) 


♦  4  24  6 

-  1146 

♦  ire 

♦  12H 

♦  1477 

♦  968 
♦11113 

♦  6184 

-  1570 

♦  6569 

♦  6198 

♦  411 

♦  41 

♦  9 

-  160 

♦  521 

♦  3 


•191)) 
•  9C3> 


(•1118 
(-  22  ' 
(♦1219. 
( *230?  ■ 
(-  7JB  i 
f-  350 
i ♦  449  1 
f-  98 


21  ■ 
117  ) 


•  8159 

-  945 

•  1450 

♦  1307 

♦  2795 

.  946 

*  12402 

♦  849  1 

-  2308 

♦  6219 

«  664  7 

♦  313 

•  41 

-  139 

*  404 


I*  5331 
t*  182) 

I  •  111 

I  «  440  ) 
I-  701) 
(♦  11) 
1-6174 ) 
1-1449) 
f-2952) 
(-1  373  ) 
i *3002  ) 
144) 
4  ) 
16) 
13) 
119 


(  - 
( 


:  i  9  2 
'  5  3 


37 

23 


23 

) 


25  399 
2299 
1847 

25680 

“TTF0 

4864 

18936 


349494 

rtrm 

88843 
79)09 
15138 
9747 
14594 
2057 
84247 
30524 
34446 
19)17 
40949 
1  4  561 
184 
159 
2909 
11)09 


CIVILIAN  WORKYEAR  UTILIZATION 


£ 


END  STRENGTH 
STUDY 


PARTITION  B 


2-3  Partition  B.  This  partition  was  tasked  to  (Fig  2-10): 

a.  Identify  the  most  effective  method  of  managing  civilian 
employment  levels  and  Army  programs  with  potential  manpower  savings. 

b.  Review  the  Army  position  that  civilian  employment  levels 
should  be  managed  on  the  basis  of  budgeted  personnel  costs  and 
average  strength  as  opposed  to  end  strength  ceilings. 

c.  Analyze  and  propose  the  most  efficient  civilian  work  force 
mix  (permanent,  temporary,  foreign  national,  and  contractor). 

The  partition  consisted  of  representatives  from  DCSPER,  COA, 

DCSRDA,  TSG,  NGB,  and  DM. 

The  workgroup  organized  a  series  of  issues  including  the 
following: 

o  Alternatives  for  Managing  Civilian  Manpower 

-  Workyear  Management 

-  Average  Strength 

-  Budgeted  Personnel  Costs 

-  Managing  Full  Time  Permanents 

-  End  Strength  Ceilings 

o  Correction  of  Strength  Reporting  Errors 

o  Capturing  BASOPS  impact  of  unit  activations,  inactivations, 
and  significant  changes 

o  Span  of  Control:  Should  there  be  an  Army  policy  on  supervisory 
ratios? 

o  NAF  employment  in  MWR  activities 

o  Indirect  Hire  civilians:  Should  IDHs  be  exempt  from  the  end 
strength  ceiling? 

o  Reimbursable  work:  Should  reimbursables  be  counted  against 
Army's  end  strength? 

o  Application  of  other  Agency  standards 
o  Allocation  of  Resources 
o  The  size  of  MACOM  FOAs 
o  "Kelly  Temporaries" 

The  following  findings  and  recommendations  are  set  forth: 
o  Management  by  Workyear 

-  Defense  Logistics  Agency  (DLA)  manages  its  48K-50K  civilians  by 
workyear  allocations  vice  end  strength  ceilings.  This  service 


organization  performs  homogeneous  supply  functions  and  relies 
extensively  on  workload  estimates,  engineered  time  standards, 
and  efficiency  goals  to  determine  their  workyear  requirements. 
End  strength  is  monitored  only  to  ensure  that  DLA  does  not 
exceed  its  ceiling. 

-  RECOMMENDATION:  To  adopt  this  technique,  Armv  would  have  to 
accelerate  development  with  broader  application  of  MS-3 
standards.  In  addition,  since  Army  has  an  extensive  number  of 
varying  functions,  DLA's  management  approach  mav  not  be  cost 
effective  to  implement  outside  the  logistics  base. 

o  Average  Employment 

-  The  peaks  and  valleys  of  Army's  civilian  employment  levels  over 
the  fiscal  year  are  not  representative  of  Army's  use  of  man¬ 
power  but  rather  reflective  of  varying  workloads  and  management 
response  to  end  strength  constraints.  By  averaging  the  strength 
figures,  the  erratic  rises  and  falls  would  be  adjusted  to  reveal 
a  more  realistic  picture  of  how  Army  is  using  its  manpower 
resources  rather  than  when. 

-  RECOMMENDATION:  Bring  option  to  the  attention  of  Army 
leadership,  demonstr;  ting  the  method,  and  highlighting  the  pros 
and  cons  of  approaching  Congress,  for  example,  with  the  FY  87 
manpower  program. 

o  Budgeted  Personnel  Costs 

-  For  FY  85,  no  ceilings  are  imposed  and  the  only  limitation  on 
civilian  employment  levels  is  a  dollar  constraint  identified  as 
budgeted  personnel  costs.  These  costs  include:  basic 
compensation,  benefits,  holiday  pay,'FY  85  pay  supplemental, 
foreign  national  separation  allowance.  The  Letter  of 
Instruction,  issued  in  Nov  84,  set  the  groundwork  for  operating 
in  FY  85  without  an  end  strength  ceiling.  The  Annual  Financial 
Target,  a  summation  of  budgeted  personnel  costs  at  operating 
agency  level,  is  the  sole  management  tool.  Coordination 
between  DCSPER  (DAPE-MBC)  and  COA  (DACA-OMP)  has  facilitated 
this  process;  an  updated  LOI,  in  draft,  will  clear  up  some  of 
the  problems  identified  in  the  test. 

-  Advantages  cited  include  increased  flexibility  to  respond  to 
new  missions  or  changes  in  workload,  improved  manpower  utiliza¬ 
tion,  and  emphasis  on  efficient  and  effective  management  of 
resources. 

-  RECOMMENDATION:  Pursue  continuation  of  ceiling-free  authoriza¬ 
tion.  Educate  MACOMS  on  ceiling-free  environments  and  the  best 
ways  to  manage,  stressing  that  this  management  method  requires 
extensive  management. 

o  Managing  Full  Time  Permanents 

-  In  FY  85,  Full  Time  Permanents  (FTP)  were  identified  as  a  key 
area  to  watch.  FTPs  represent  the  stable,  majority  base  of 
Army's  manpower  and  are  considerably  more  expensive  than 
temporaries.  Under  a  ceiling-free  environment,  drastic  growth 
in  FTPs  would  send  Congress  the  wrong  message  —  Army  is 
mismanaging  or  misinterpreting  the  intents  of  the  legislation. 
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Should  a  ceiling  be  reimposed  with  the  reasonable  expectation  that 
it  will  be  considerably  less  than  the  FY  86  request,  then  Army 
would  be  forced  into  the  very  unpopular,  politically-sensitive 
alternative  of  initiating  a  reduction-in-force  (RIF). 

-  RECOMMENDATION:  No  recommendation  made. 

o  End  Strength  Ceilings  (Fig  2-11  thru  2-13) 

-  Up  until  FY  85,  Army  has  operated  under  end  strength  constraints 
imposed  by  either  Congress,  0MB,  or  OSD.  This  ceiling  is 
generally  arbitrary  and  not  related  to  Army  missions.  Employment 
trends  over  the  fiscal  year  display  a  ramp-up  from  the  1st 
quarter,  a  peak  in  the  3rd  quarter,  and  a  drastic  drop  toward  the 
end  of  the  4th  quarter,  30  September.  This  fluctuation  in  the 
work  force  represents  fluctuations  in  the  workload.  Under  an  end 
strength  ceiling,  the  temporaries  hired  are  released  before  the 
end  of  the  fiscal  year  and  rehired  1  October,  the  start  of  the 
new  fiscal  year.  Disadvantages  cited  are: 

—  Disruption  of  the  workload. 

—  Turbulence  in  the  workforce. 

—  No  flexibility  to  respond  to  changes  in  workload. 

—  No  flexibility  to  recruit  top  June  engineering  and  science 
graduates . 

—  Excessive  administrative  costs  in  releasing/rehiring; 
estimated  average  cost  per  employee  is  $500;  FY  84  costs 
$3.4  million. 

—  Ceilings  are  significant  only  on  30  September,  have  no  real 
correlation  with  the  workload,  and  are  simply  arbitrary 
targets  that  Army  is  required  to  meet  irrespective  of 
workload. 

—  No  encouragement  to  manage  efficiently  and  effectively. 

-  RECOMMENDATION:  Do  not  pursue  end  strength  ceilings.  Seek 
legislation  that  prohibits  managing  by  end  strength. 

o  Correction  of  Strength  Reporting  Errors 

-  AR  690-330  sets  out  requirements  and  responsibilities  for 
reporting  manpower  strength.  However,  there  is  no  way  of  guaran¬ 
teeing  that  transactions  are  timely  and  accurate.  The  system 
needs  a  uniform  discipline  for  updating.  Problems  center  on 
human  error  vice  system  disconnects.  ACPERS  scheduled  for  FY  88 
should,  according  to  TRADOC  solve  this  problem. 

-  RECOMMENDATION:  No  recommendation  maae. 

o  Base  Operations 

-  The  Base  Operations  Methodology,  developed  to  determine  changes 
in  BASOPS  manpower  for  activations,  inactivations,  major  increase 
or  decreases  in  unit  strength,  is  a  computation  that  is  under 
review  at  HQDA.  Major  users  of  the  model,  DAPE-MBC,  DACS-DPM, 
and  DAM0-FDP  agree  that  the  model  is  being  applied  in  a 
disciplined  manner.  Factors,  however,  need  to  be  updated.  The 
Mobilization  Base  Requirements  Model  (M0BREM)  is  also  being 
reviewed  to  see  if  BASOPS  factors  can  be  incorporated  with  a 
peacetime  TDA  application.  The  key  advantage  of  the  factors  is 
better  use  of  what  we  have  and  a  potential  for  civilian  space 
savings.  Army  has  a  total  of  137,000  civilians  or  about  one- 
third  of  the  civilian  strength  in  BASOPS. 
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-  RECOMMENDATION:  Continued  review  of  BASOPS  support  methodology 
and,  if  feasible,  incorporate  of  BASOPS  factors  in  MOBREM. 

o  Span  of  Control:  Supervisory  Ratios 

-  Supervisory  ratios  are  generally  addressed  as  part  of  a  man¬ 
power  survey.  A  mandatory  ratio  would  not  be  advisable  due  to 
variations  in  functions  and  organizations.  TAADS  review  by 
USAMARDA  will  examine  and  question  structures  with  unusually 
low  supervisory  ratios. 

-  RECOMMENDATION:  Structures  identified  in  TAADS  review,  having 
low  supervisory  ratios  will  be  examined  and  questioned  as  the 
rationale  for  the  low  ratio.  A  recommendation,  based  on 
analysis  of  the  rationale,  will  be  made  to  either  raise  the 
ratio  or  to  maintain  it. 

o  NAF  Employment  in  MWR  Activities 

-  MWR  functions  are  performed  by  both  appropriated  fund  (APF)  and 
non-appropriated  fund  (NAF)  employees.  While  both  groups 
essentially  perform  the  same  functions,  for  manpower  accounting 
purposes  the  NAF  employees  do  not  come  under  end  strength 
controls  while  approximately  7,000  APF  employees  are  counted  in 
Army's  total  civilian  end  strength.  Due  to  its  structure,  NAF 
personnel  working  in  MWR  functions  approved  for  appropriated 
fund  support  are  supported  by  appropriated  funds  via  reimburse¬ 
ment. 

-  By  expanding  the  reimbursement  process  and  staffing  all  MWR 

activities  with  NAF  employees.  Army  will 

—  reduce  MWR  costs  (NAF  personnel  cost  less  than  APF 
personnel) .  An  all  NAF  force  in  MWR  would  reduce  APF 
reimbursement  by  20%. 

—  provide  more  adequate  staffing  for  MWR  because  MWR  will 
not  have  to  compete  for  civilian  resources  with  other 
Army  functions. 

—  establish  a  viable  career  ladder  in  MWR,  currently 
staffed  by  a  mixed  force  of  Mil/DACS/NAF  personnel. 

-  RECOMMENDATION:  Obtain  Comptroller  General's  approval  to 
permit  expansion  of  APF  reimbursement. 

o  Indirect  Hires 

-  Indirect  Hires  are  local  national  civilians  employed  by  the 
Host  Nation  on  a  contractual  basis  to  serve  Army  activities 
overseas.  The  idea  is  to  consider  indirect  hires  as  contract 
labor  specifically.  This  proposal  would  take  Congressional 
action  as  the  annual  Authorization  Acts  require  DOD  to  count 
both  direct  and  indirect  hires  as  part  of  the  total  civilian 
work  force.  The  suggestion  is  worth  pursuing,  because  USAREUR 
advises  that  German  labor  unions  are  negotiating  for  a  38.5 

hour  work  week.  If  this  happens.  Army  would  need  1,500  additional 
indirect  hires  to  offset  the  difference.  USAREUR,  which 
employs  about  90%  of  Army's  indirect  hires,  favors  this 
proposal. 
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-  RECOMMENDATION:  If  civilian  end  strength  controls  are 
reimposed,  pursue  legislation  to  define  indirect  hires  as 
contract  labor. 

Reimbursable  Work 

-  Two  specific  types  of  work  are  performed:  Intra-Army  (supporting 
other  Army  activities  on  a  reimbursable  basis,  e.g.  host/tenant 
relationships)  and  Inter-Army  (civilians  support  foreign 
governments  or  agencies  other  than  Army) .  Authorizations  for 
reimbursables  have  not  been  tracked  due  to  the  transitory 
nature  of  agreements,  changing  workloads,  and  difficulty 
identifying  full-time  support.  The  exception  is  Foreign 
Military  Sales  (FMS)  which  is  fully  funded  by  the  customer. 
Attempts  have  been  made  to  exempt  FMS-dedicated  civilians  from 
the  end  strength  on  the  basis  that: 

—  FMS  work  is  performed  at  no  cost  to  the  government. 
Increases  dollar  flow  into  the  U.S. 

—  Requirement  to  divert  civilians  from  direct  funded 

readiness  related  missions  to  perform  FMS  workload  could 
be  eliminated. 

—  Workload  fluctuations  and  exclusion  of  FMS  from  ceilings 
would  permit  flexibilitv  to  perform  legitimate  reim¬ 
bursable  work  for  foreign  customers. 

-  RECOMMENDATION:  Pursue  legislation  to  exclude  FMS  civilians 
from  end  strength  ceilings  or  to  let  FMS  float  if  no  ceiling  is 
imposed  and  a  level  strength  is  desired. 

Application  of  Other  Agencv  Standards 

-  The  use  of  other  agency  standards  are  labeled  BOSS  (Use  of 
Borrowed  Staffing  Standards).  This  practice  is  feasible  and 
currently  being  used  in  the  functions  of  Fire  Protection  and 
Drug/Alcohol  Abuse.  Indiscriminate  application  of  other  agency 
standards,  however,  is  not  recommended  due  to  organizational 
differences. 

-  RECOMMENDATION:  Continue  using  and  expand  BOSS  where  it  is 
applicable . 

Allocation  of  Resources 

-  MACOMs  expressed  concern  that  resources  are  not  allocated 
appropriately.  Current  allocation  method  is  under  fire  from 
GAO,  Cong/ ess  and  OSD,  all  of  whom  want  a  more  discrete  level 
of  detail.  It  is  anticipated,  however,  that  by  FY  90  MARC  and 
MS-3  will  be  firmer  and  a  reduction  in  requirements  will  be 
possible . 

-  RECOMMENDATION:  No  recommendation  made. 

Size  of  MACOM  FOAs 

-  A  current  study  of  ARSTAF  FOAs  is  ongoing.  A  proposed  study  of 
MACOM  FOAs  was  considered  too  large  a  task  to  complete  during 
this  Civilian  End  Strength  Study.  However,  once  the  ARSTAF 
studv  is  finished  and  recommendations  are  implemented,  MACOMs 
should  be  directed  to  undertake  a  similar  effort. 
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-  RECOMMENDATION:  Once  ARSTAF  FOA  study  Is  completed,  direct 
MACOMs  to  initiate  a  study  of  their  own  FOAs. 


"Kelly  Temporaries" 

-  FORSCOM  expressed  interest  in  permitting  use  of  "Kelly 
Temporaries"  in  lieu  of  Civil  Service  employees. 

-  Army  policy  is  that  hiring  individuals  under  the  "Kelly 
Temporaries"  concept  is  unauthorized.  While  no  specific  law 
prohibits  this  practice,  the  Comptroller  General,  in  a  1965 
decision  identified  this  use  of  position  temporaries 
external  to  Federal  Service  as  a  personal  services  arrange¬ 
ment,  as  defined  in  a  court  action,  and  therefore,  not 
permissible.  Such  services,  in  which  a  non-Government 
employee  temporary  works  directly  under  a  Government 
supervisor,  constitutes  a  personal  services  contract  and  the 
absence  of  legislation  authorizing  this  form  of  contracting 
makes  it  illegal  to  pursue.  Army  would  have  to  draft 
legislation  and  seek  support  to  make  "Kelly  Temporaries" 
available  but  these  efforts  would  not  be  well-placed.  Rather, 
Army  could  contract  out  functions  vice  positions.  Specific 
functions,  for  example,  a  secretarial  pool,  under  a  contracting 
officer's  representative,  would  benefit  Army  far  more  than 

the  time  and  effort  to  change  a  potentially  sensitive  issue. 

-  RECOMMENDATION:  Army  should  look  to  contracting  out 
functions  such  as  administrative  or  clerical  centers  rather 
than  individual  positions. 

Optimum  mix  of  civilian  force.  (Fig  2- 1-4 ) • 

-  For  purpose  of  study  the  civilian  force  was  subdivided  into 
three  components:  Full-Time  Permanent  (FTP),  Foreign 
National  (FN),  and  Temporary /Other  Hires.  Arbitrary  ratios 
on  these  categories  are  infeasiole  due  to  variations  in 
size/mission  of  Army  commands  and  unique  local  country 
agreements  as  they  affect  FN  hires.  Recent  OPM  action  to 
extend  temporary  appointments  from  one  year  to  four  years 
will  provide  the  greatest  flexibility  to  adjust  the  mix  of 
the  civilian  force  and  replace  more  expensive,  less  flexible 
FTP  appointments  with  temporaries. 

-  RECOMMENDATION:  Issue  a  message  encouraging  commands  to 
expand  use  of  temporary  hires  and  establish  a  goal  to  back 
fill  2%  of  FTP  positions  with  temporaries. 


SV-V 
,■  v,  ■ 
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IMPROVEMENTS  IN  CIVILIAN  MANPOWER  ACCOUNTING  RECOMMENDED  FOR  IMPLEMENTATION; 


OPTIMUM  MIX  OF  CIVILIAN  FORCE 


Fig  2-14 


RECAP  OF  PERSONNEL  iANAOERENT  PANEL 


PARTITION  C 


2-4  Partition  C.  This  partition  was  tasked  to: 

a.  Identify  those  initiatives  which  offered  the  Army  potential 
civilian  personnel  savings. 

b.  Attempt  to  quantify  such  savings. 

The  work  group  partition  included  representatives  from  ODCSPER, 
ODCSLOG,  ODCSOPS,  OACSIM,  COA,  NGB,  OCAR  and  OCE.  Based  on  suggestions 
from  within  the  work  group  and  recommendations  received  from  the  MACOMs, 
approximately  twenty  different  initiatives  were  selected  for  evaluation. 

As  the  work  group  progressed,  it  became  evident  that  the 
greatest  potential  for  significant  Army  wide  savings  resided  in  the 
following  areas: 

a.  Automation 

b.  Improved  Technology 

c.  Army  Performance  Oriented  Reviews  and  Standards 

d.  Productivity  Capital  Investment  Programs 

e.  Commercial  Activities 

As  reflected  by  Figure  2-17,  significant  efficiencies  are 
intuitively  anticipated  from  many  different  automation  initiatives,  but 
relatively  few  space  savings  have  in  fact  been  quantified.  The  study 
work  group  concluded  that  removal  of  civilian  end  strength  control 
resulted  in  less  emphasis  on  personnel  authorizations  and  resulted  in 
few  space  savings  from  automation  initiatives. 

Recommendation:  ACSIM  should  develop  guidance  which  clearly 
defines  the  requirement  for  a  thorough  civilian  manpower  analysis  in 
conjunction  with  all  automation  resource  requests  that  claim  savings  as 
a  result. 


Also,  shown  on  Figure  2-17  are  those  technology  innovations 
(e.g.,  LOGMARS)  which  are  expected  to  generate  savings  but  for  which  few 
if  any  savings  have  been  quantified.  The  work  group  concluded  that 
increased  emphasis  is  needed  on  the  identification  and  resolution  of 
such  savings. 

Although  the  Army  Performance  Oriented  Reviews  and  Standards 
(APORS),  Figure  2-18,  have  the  potential  to  result  in  a  savings  of 
approximately  23,000  civilian  spaces  during  the  period  1984-1991,  this 
figure  is  reduced  by  previous  PBG  decrements.  As  a  result,  APORS  is 
anticipated  to  generate  only  6,200  spaces  (subject  to  further  reductions 
by  the  incentive  sharing  policy). 

Productivity  Capital  Investment  Program  (PCIP)  initiatives 
include  Quick  Return  on  Investment  (QRIP),  Productivity  Enhancing 
Capital  Investment  Program  (PECIP),  and  OSD  Productivity  Investment 
Funding  (OSD-PIF)  (Figure  2-19)  and  are  currently  projected  to  result  in 
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approximately  three  thousand  spaces  during  the  period  85-90.  Again 
these  projected  savings  are  subject  to  reductions  based  on  the 
incentive  sharing  policy. 

The  Commercial  Activities  (CA)  Program  provides  additional 
manpower  authorizations  savings.  The  first  savings  is  truly  a 
productivity  savings  and  results  from  reorganization  to  the  "most 
efficient  organization"  (MEO)  as  a  result  of  a  CA  review.  Experience 
during  early  CA  efforts  resulted  in  an  average  of  15-18  percent 
below  current  authorized  levels  for  the  function  under  study. 
Estimated  savings  are  2100  during  the  period  85-88. 

The  second  CA  reduction  is  not  a  true  savings  but  rather  a 
transfer  of  in-house  functions  to  an  external  organization.  These 
space  authorizations  are  then  available  for  other  use  within  the 
Army's  workforce.  Estimated  spaces  to  be  freed  up  by  CA  are  8300 
for  the  period  85-88.  These  spaces  are  not  available  for  redistri¬ 
bution  until  the  contracts  are  in  place  in  the  year  of  execution. 

CA  savings  are  reduced  by  prior  year  decrements  of  2000  spaces  and 
will  be  subject  to  the  Shared  Savings  Program. 

In  reviewing  projected  savings,  it  became  apparent  that  much  of 
the  incentive  to  vigorously  pursue  these  programs  is  diminished  by 
the  current  practice  of  taking  the  projected  savings  in  advance. 

This  procedure  is  viewed  as  a  "salami  slice"  with  little  or  no  func- 
ional  analysis.  Figure  2-20  highlights  this  problem.  It  also 
indicates  that  although  not  an  efficiency  program,  Manpower  Staffing 
Standards  has  thus  far  resulted  in  approximately  10  percent  reduction 
in  both  requirements  and  authorizations. 

Recognizing  that  shared  savings  must  provide  the  stimulus  for 
efficiency  programs,  Figure  2-21  reflects  a  proposed  shared  savings 
program.  The  fundamental  tenets  of  this  policy  are  that  all  civilian 
manpower  savings  should  be  shared  on  a  50-50  basis  and  all  military 
savings  would  revert  to  DA.  This  policy  should  be  applied  con¬ 
sistently  across  all  efficiency/productivity  programs  (CA,  APORS, 
and  PCIP). 

Figure  2-22  summarizes  the  effect  of  a  50-50  shared  savings 
program  for  the  period  1985-91  based  on  current  projections.  As  can 
be  seen,  the  MACOMs  would  realize  approximately  2,200  civilian  spaces 
per  year  for  reapplication  to  other  requirements.  The  net  savings 
to  DA  is  diminished  by  known  decrements  and  is  projected  to  range 
from  a  negative  818  in  1987  to  a  high  of  1,521  in  1990. 

The  major  conclusions  of  the  partition  work  group  are  displayed 
at  Figure  2-23.  In  summary,  the  group  found  that  the  new  initiati¬ 
ves  in  POM  87-91  are  being  resourced  based  on  projected  APORS 
savings,  European  attrition,  and  prior  year  commercial  activities 
decrements.  The  practice  of  taking  savings  in  advance  has: 

a.  Caused  a  negative  MAC0M  perception  that  APORS  is  just 
another  means  of  effecting  a  "salami  slice"  reduction. 
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b.  Created  a  reluctance  to  identify  potential  savings  due  to 
the  threat  of  premature  decrement.  If  the  efficiency  programs  are 
to  be  effective,  a  viable  shared  savings  program  must  be  established 
to  provide  the  necessary  incentive. 

The  partition  work  group  also  concluded  that  the  removal  of  end 
strength  controls  has  resulted  in  insufficient  attention  being  given 
to  the  identification  of  space  savings  associated  with  automation 
and  technological  initiatives. 

In  addition  to  the  recommendation  to  establish  a  50-50  shared 
shared  savings  program,  the  partition  work  group  recommended 
that:  (Figure  2-24): 

a.  The  potential  to  contract  with  the  NGB  for  the  operation 
of  Wingate  and  Savannah  Army  Depots  be  explored  given  the  success 
experienced  with  similar  operations  at  Navajo. 

b.  The  potential  for  state  contract  operation  of  selected 
additional  Reserve  Component  training  sites  be  studied. 

c.  The  NGB  consider  contracting  with  the  states  for  selected 
USPFO  and  state  headquarters'  functions. 

d.  The  USAR  address  the  potential  for  contracting  selected 
headquarters'  activities  and  maintenance /management  functions 

at  AMSAA/ECS. 

e.  The  Assistant  Chief  of  Staff  for  Information  Management 
aggressively  pursue  identification  of  civilian  space  savings 
associated  with  automation. 
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soacas  would  ba  svaiiabla  lot  sharing  J 


sA9 


NEW  INITIATIVES  HAVE  BEEN  FUNDED  IN  POM  87-91  BY  PROJECTING  ANTICIPATED 


END  STRENGTH 
STUDY 


Fig  2-24  IContdl 


Chapter  3 


Conclusions  and  Recommendations 


3-1.  CSA  Decision  Briefing.  As  a  result  of  the  27  June  SAG  III,  a 
decision  briefing  was  prepared  and  presented  to  the  Chief  of  Staff  on 
18  July  1985.  (copy  at  Appendix  C). 

a.  Major  conclusions  were: 

(1)  Current  procedures  do  not  create  incentives  or  quantify 
space  savings  associated  with  productivity/technology  initiatives 
(exception  -  QRIP/PECIP/PIF) . 

(2)  MACOMs  project  productivity  improvements  but  do  not 
identify  space  savings  (reapply  savings  to  other  functions  with  no  audit 
trail) . 


(3)  No  mechanism  exists  to  share  productivity  improvements 
applicable  to  more  than  originating  MACOM. 

(4)  New  initiatives  were  funded  in  POM  87-91  by  projecting 
anticipated  efficiencies. 

-  APORS  8376  -  European  attrition  676  -  and  prior  year 
CA  decrements.  (This  causes  a  negative  perception  that  APORS  program 
is  a  "salami  slice"  by  another  name.) 

(5)  AFT  appears  to  be  more  effective  management  system  - 
though  CES  is  simpler. 

(6)  To  ensure  success  of  efficiency  programs,  a  change  to 
the  current  incentive  program  is  essential. 

(7)  Fixing  and  living  within  a  level  end  strength  is 
achievable  in  the  near  term  through  current  efficiency  programs 
(assumes  reapplication  of  savings). 

b.  Recommendations  were  to: 

(1)  Continue  to  emphasize  the  need  for  productivity 
improvement,  capitalizing  on  available  technology. 

(2)  Approve  concept  of  restoring  decrements  from  CA  spaces 
(year  of  execution). 

(3)  Develop  PPBES  procedures  to  apply  savings  -  PAED/COA/ 


DCSPER. 


(^)  Finalize/publicize  shared  savings  policy  to  restore 
productivity  incentives  -  COA. 

(5)  Develop  guidance  which  clearly  defines  requirement  for 
civilian  manpower  analysis  with  automation  resource  requests  -  ACSIM. 

(6)  Streamline  personnel  data  bases  -  COA/DCSPER. 

(7)  Refine  APORS  savings  estimates  for  program/budget 
action  -  COA. 

(8)  Continue  personnel  management  by  annual  financial 
target  -  DCSPER/COA. 

-  Be  prepared  to  execute  under  end  strength  (NAF, 
reimbursables,  military  technicians). 

(9)  Develop  methods  to  evaluate  and  apply  productivity 
opportunities  beyond  originating  MACOM  -  COA/ACSIM. 

(10)  Study  contract  opportunities  in  U.S.  property  and  fiscal 
offices  and  state  headquarters  -  NGB. 

c.  The  Chief  of  Staff  deferred  action  on  the  recommendations  and 
requested  a  subsequent  briefing  with  the  following  guidance. 

( 1 )  Need  to  do  more  to  take  advantage  of  technology  improving 
productivity  of  work  force. 

(2)  Re-look  civilian  manpower  management  control  and  identify 
a  control  measure  which  avoids  the  inefficiencies  of  end  strength 
control  but  provides  a  method  of  control  in  addition  to  annual  financial 
target  ($). 

3-2.  CSA  Folow-on  Brief.  On  9  August  1985,  the  final  Civilian  End 
Strength  Study  was  briefed  to  and  approved  by  the  Chief  of  Staff.  A 
copy  of  the  briefing  is  attached  as  Appendix  D. 

In  summary,  the  study  recommended  establishment  of  a 
Productivity  Improvement  Program  and  continued  emphasis  on  efficiency 
prograams  to  increase  the  capability  of  the  work  force.  CSA  also 
approved  the  development  of  a  method  of  manpower  management  in  addition 
to  the  Annual  Financial  Target  Method  currently  (FY  85)  in  use. 

3-3-  Specific  Taskings.  The  following  are  special  taskings  that 
resulted  from  the  study.  (Tasking  memo  is  at  Appendix  E.) 

a.  COA  will: 

(1)  Determine  and  publish  the  shared  savings  rule  for 
implementation  as  of  1  October  1985. 


(2)  Develop  (with  ASA-FM)  a  Productivity  Improvement 
Program  and  provide  periodic  updates  to  the  CSA.  SUSPENSE:  1  October 
1985. 

(3)  Streamline  data  bases  involved  in  civilian  work  force 
management  as  highlighted  by  MACQM  responses.  SUSPENSE:  31  October 
1985. 

(4)  Refine  APORS  and  CA  (MEO)  savings  estimates;  provide 
results  to  PAED  for  programming.  SUSPENSE:  1  January  1986. 

b.  ACSIM  will: 

(1)  Develop/implement  guidance  requiring  manpower  analysis 
for  all  resource  requests  for  funding  of  automation/technology 
initiatives.  SUSPENSE:  1  November  1985. 

(2)  ACSIM  will  establish  staff  procedures  to  cross- 
fertilize  good  (applicable)  savings  initiatives  beyond  originating 
MACOMs.  SUSPENSE:  1  November  1985. 

c.  PAED  will: 

(1)  Where  possible,  provide  additional  resources  for  the 
PIP  beginning  in  FY  87 .  The  goal  is  to  implement  the  ramp  approved 
by  the  CSA  for  the  out  years.  SUSPENSE:  1  January  1986. 

(2)  Determine  the  programming  procedures  resulting  from 
concept  described  in  CESS  to  restore  the  "Efficiency  Incentive  Program." 
(CSA  has  directed  that  we  stop  decrementing  MACOMs  in  advance.  Outyear 
tails  of  Commercial  Activity  savings  generated  will  be  used  as  a 
billpayer  in  Total  Army  Analysis  (TAA)  in  which  restoral  of  advanced 
decrements  will  compete,  along  with  other  requirements  identified  in 
TAA.  Execution  year  savings  will  receive  priority  consideration  to 
APORS  payback  in  that  year.)  SUSPENSE:  Prior  to  POM  88. 

d.  DCSPER  will: 

(1)  Develop  method  of  civilian  work  force  (manpower)  control 
that  provides  discipline  while  allowing  some  MACOM  flexibility. 

(2)  Identify  procedures  to  be  used  in  tightening  controls  for 
FY  86.  SUSPENSE:  1  October  1985. 
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thc  CHiir  o#  IT*M 


5  March  1985 


MEMORANDUM  FOR:  UNOER  SECRET ART  OF  THE  ARMY 

VICE  CHIEF  OF  STAFF  . 

OIRECTOR  OF  THE  ARMY  STAFF 
AIL  ARMY  STAFF  PRINCIPALS 


SUBJECT:  Civilian  Manpower  End  Strength 


1.  The  Amy  deserves  greet  credit  for  ongoing  efforts  to  capitalize  on  pro¬ 
ductivity  enhancing  technology  and  thereby  ■eve  soldiers  fro«  less  productive 
tasks  into  conbat  capability.  The  Logistics  Unit  Productivity  Study  (LUPS) 
and  other  efforts  such  as  acquisition  of  Mobile  Subscriber  Equipment,  as  well 
as  alni-coaputers.  all  should  contribute  to  laproved  productivity  on  the 
support  side  of  the  Anqy.  The  fixed  end  strength  of  the  Active  A  ray  and 
efficient  stewardship  of  resources  require  that  we  capitalize  on  these 
proAictivlty  enhancing  endeavors  in  order  to  create  as  auch  deterrent  strength 
as  possible. 

2.  A  parallel  effort  oust  be  undertaken  on  the  civilian  side  of  the  Army, 
and  I  recognize  that  soae  progress  already  is  underway.  Unless  we  are 
resourceful  and  aggressive  in  this  area,  growth  of  civilian  end  strength 
could  be  viewed  by  the  Congress  as  Inconsistent  with  the  Anay's  efforts  to 
lap rove  productivity  on  the  uniformed  side.  While  It  Is  recognized  that 
aodemization  prograas  and  Increased  facilities  associated  with  the  two 
additional  divisions,  as  well  as  the  growth  of  faaily  prograas,  will  warrant 
additional  civilian  aanpoiar,  our  goal  should  be  to  hold  civilian  end  strength 
relatively  constant  by  capitalizing  on  productivity  enhancing  technology  and 
other  efficiencies. 

3.  Accordingly,  I  would  like  a  task  group  to  be  organized,  with  DCSLOG  in 

the  lead,  to  lay  out  the  feasibility  of  achieving  a  fixed  civilian  end  strength 
goal  together  with  opportunities  for  capitalizing  on  productivity  enhancing 
technology. 

JOHN  A.  WICKHAM.  JR. 

General,  United  States  Army 

Chief  of  Staff 


CF:  ASA(CU) 
ASA(FM) 
ASA(IAL) 
ASA(RDA) 


DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE  CHIEF  OF  STAFF 
WASHINGTON.  O  C  '20310 


DACS-ZD 


7  JUN  1985 


MEMORANDUM  FOR  SEE  DISTRIBUTION 

SUBJECT:  Civilian  Manpower  End  Strength  Study  -  INFORMATION 

MEMORANDUM 


1.  PURPOSE:  The  memorandum  directs  the  performance  of  the 
subject  study  and  provides  for  the  establishment  of  the 
Study  Working  Group  (SWG) ,  the  Study  Advisory  Group  (SAG) , 
and  the  milestones  for  the  completion  of  the  study. 

2.  BACKGROUND: 

a.  Selected  references: 

(1)  Memorandum  from  Chief  of  Staff,  Army,  subject: 
"Civilian  Manpower  End  Strength,"  5  March  1985  (enclosed). 

(2)  Memorandum  from  the  DCSLOG,  subject:  "Civilian 
Manpower  End  Strength,"  18  March  1985  (enclosed). 

b.  Discussion: 

(1)  Recent  Logistics  Unit  Productivity  Studies 
(LUPS)  have  identified  productivity  enhancing  technology  in 
many  support  areas  thus  enabling  military  manpower  resources 
to  be  applied  to  other  critical  requirements  while  main¬ 
taining  a  constant  Active  Array  end  strength. 

(2)  The  draft  FY  87-91  Program  Objective  Memorandum 
(POM) ,  reflected  significant  growth  in  civilian  manpower 
requirements.  This  growth  was  viewed  as  inconsistent  with 
the  Army  maintaining  a  fixed  Active  Army  enJ  strength. 

(3)  Accordingly,  the  Chief  of  Staff  has  directed 
the  conduct  of  this  study  to  determine  the  feasibility  of 
establishing  a  fixed  civilian  end  strength  goal  and  to  iden¬ 
tify  potential  productivity  enhancements  within  the  civilian 
work  arena. 


DACS-ZD 

SUBJECT:  Civilian  Manpower  End  Strength  Study  -  INFORMATION 
MEMORANDUM 

3.  ORGANIZATION: 

a.  Study  Sponsor:  DCSLOG 

b.  Study  Director:  LTG  Benjamin  Register,  Jr. 

c.  Study  Advisory  Group  (SAG).  The  chairman  of  the  SAG 
will  be  the  DCSLOG.  Members  of  the  SAG  will  be  ODCSPER' s 
Director  of  Manpower,  Programs  and  Budget,  ODCSOP's  Director  of 
Force  Development,  ODCSRDA' s  Director  of  Materiel,  Plans  and 
Programs,  the  Comptroller  of  the  Army,  OCSA's  Director  of  Program 
Analysis  and  Evaluation  and  Director  of  the  Study  Program 
Management  Office,  the  Assistant  Chief  of  Engineers,  the  Deputy 
Surgeon  General,  the  Director  Army  National  Guard,  the  Chief  Army 
Reserve,  the  Deputy  Assistant  Chief  of  Staff  for  Information 
Management. 

d.  Study  Working  Group  (SWG) .  The  chairman  of  the  SWG 
will  be  COL  Merle  Freitag.  Each  of  the  following  will  pro¬ 
vide  at  least  one  member  at  the  0-6/GM-15  level  to  the  SWG: 
DCSPER,  DCSLOG,  DCSOPS,  DCSRDA ,  ACSIM,  ACSI,  COA,  OCE,  OTSG, 

NGB ,  OCAR,  PAED,  DM,  JAG,  TIG,  Chaplain. 

4.  TERMS  OF  REFERENCE: 

a.  Scope.  This  study  will  embrace  the  totality  of 
civilian  manpower  employed  in  support  of  the  Active  or 
Reserve  Components  of  the  Army,  worldwide. 

b.  Objectives: 

(1)  Determine  the  nature,  character,  and  cause  of 
growth  in  civilian  end  strength  as  projected  in  POM  87-91. 

(2)  Identify  the  optimum  means  of  expressing  an 
Army  civilian  strength  goal. 

(3)  Identify  potential  civilian  high  payoff  productivity 
enhancements  and  areas  for  potential  savings  in  civilian  manpower 

c.  Timeframes: 

(1)  Study  period.  The  study  should  address  the  POM 
period  1987-1991. 
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(2)  Study  completion: 

(a)  The  SWG  will  meet  and  initiate  efforts  NLT 
29  March  1985. 

(b)  The  study  will  be  completed  NLT  30  June  1985. 

(c)  The  SWG  will  present  Interim  Progress  Reviews 
to  the  SAG,  as  appropriate. 

d.  Study  Methodology.  The  SWG  will  be  partitioned  in 
three  elements  as  follows: 

(1)  Partition  A  (COA  lead)  -  Review  current  budget  and 
program  documents  to  ensure  that  all  civilian  manpower  authoriza¬ 
tions  are  accurately  recounted  and  reflected  in  the  data  base. 
Particular  attention  will  be  paid  to  programs  to  ensure  that  spac 
savings  have  been  captured  and  perpetuated  from  prior  year 
investment  decisions. 

(2)  Partition  3  (DCSPER  lead)  -  Review  Army's  position 
that  civilian  employment  levels  should  be  managed  on  the  basis  of 
budgeted  personnel  costs  and  average  strength  as  opposed  to  end 
strength  ceilings.  Also,  analyze  and  propose  the  most  efficient 
civilian  work  force  mix  (permanent,  temporary,  foreign  national, 
contractor ) . 

(3)  Partition  C  (DCSLOG  lead)  -  Identify  and  evaluate 
initiatives  with  potential  civilian  personnel  savings. 

Particular  attention  should  be  paid  to  productivity  improvements 
similar  to  those  in  the  Logistics  Unit  Productivity  Study  and 
other  areas  offering  space  savings  through  consolidation, 
contracting  or  technology  acquisition. 

e.  STUDY  REPORT.  The  SWG  will  prepare  a  final  report 
that  will  be  coordinated  with  appropriate  ARSTAF  agencies. 

5.  Controls: 

a.  The  SWG  chairman  may  consult  with  the  SAG 
chairman  or  any  SAG  member  at  anytime. 

b.  The  SWG  will  be  guided  by  the  decisions  of 
the  SAG. 
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c.  The  SWG  may  communicate  directly  with  all 

ARSTAF  agencies,  the  Army  FOAs,  and  Army  MACOMs,  which  will 
provide  requested  information  and  support  to  the  SWG  during 
the  conduct  of  this  study. 

d.  Study  will  be  conducted  IAW  AR  5-5  and  DA  Pamphlet  5-5. 

^  m  A™  A* 

Ends  ARTHUR  E.  BROWN,  JR. 

'  Lieutenant  General,  GS 

Director  of  the  Army  Staff 
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10  INCREASE  EFFICIENCY  AND  PRODUCTIVITY  THROUGH  THE  APPLICATION  OF  TECHNOLOGY 


I ll  EXTERNAL  WORKFORCE  TO  ACCOMPLISH  SELECTED  FUNCTIONS 


DEPARTMENT  OF  THE  ARMY 

office  of  the  cute*  of  staff 
WASHINOTON  0  C  20310 


*  SEP  1985 


DACS-ZD 


MEMORANDUM  FOR  SEE  DISTRIBUTION 

SUBJECT:  Civilian  Manpower  Management  Controls 


1.  Purpose.  To  direct  A^my  Staff  Agencies  to  take  the 
necessary  action  to  Implement  recommendations  of  the  Civilian 
End  Strength  Study  (CESS). 

2.  Background. 

a.  Reference  Chief  of  Staff  memorandum,  5  March  1985, 
subject:  Civilian  Manpower  End  Strength. 

b.  Dlcusslon. 

(1)  CSA  directed  the  DCSLOG  to  lead  In  a  study  effort 
to  lay  out  the  feasibility  of  achieving  a  level  civilian  end 
strength  by  capitalizing  on  productivity  enhanMng  technology. 

(2)  On  9  August  1985  the  final  Civilian  End  Strength 
Study  was  briefed  to  and  approved  by  the  Chief  of  Staff.  In 
summary,  the  study  recommended  establishment  of  a  Productivity 
Improvement  Program  and  continued  emphasis  on  efficiency 
programs  to  Increase  the  capability  of  the  workforce.  CSA  also 
approved  the  development  of  a  method  of  manpower  management  In 
addition  to  the  Annual  Financial  Target  Method  currently  (FY 
85)  In  use. 

3.  Specific  tasklngs  as  a  result  of  the  study  are: 

a.  COA  will. 

(1)  Determine  and  publish  the  shared  savings  rule  for 
Implementation  as  of  1  October  1985. 

(2)  Develop  (with  ASA-FM)  a  Productivity  Improvement 
Program  and  provide  periodic  updates  to  the  CSA.  SUSPENSE:  1 
October  1985. 

(3)  Streamline  data  bases  Involved  In  civilian 
workforce  management  as  highlighted  by  MACOM  responses. 
SUSPENSE:  31  October  1985. 
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(4)  Refine  APORS  and  CA  (MEO)  savings  estimates; 
provide  results  to  PAED  for  programing.  SUSPENSE:  1  January 
1986. 

(5)  Establish  staff  procedures  to  cross-fertl 1 ize 
good  (applicable)  savings  Initiatives  beyond  originating 
agency.  SUSPENSE:  1  November  1985. 

b.  ACSIM  will: 

(1)  Develop/ Implement  guidance  requiring  manpower 
analysis  for  all  resource  requests  for  funding  of  automation/ 
technology  Initiatives.  SUSPENSE:  To  be  Included  In  Army 
Guidance  Vol  II. 

(2)  ACSIM  will  establish  staff  procedures  to  cross- 
fertilize  good  (applicable)  savings  Initiatives  beyond 
originating  MACOMs.  SUSPENSE:  1  November  1985. 

c.  PAED  will: 

(1)  Where  possible,  provide  additional  resources  for 
the  PIP  beginning  in  FY  87.  The  goal  Is  to  Implement  the  ramp 
approved  by  the  CSA  for  the  out  years.  SUSPENSE:  1  January 
1986. 

(2)  Determine  the  programing  procedures  resulting 
from  concept  described  In  CESS  to  restore  Efficiency  Incentive 
Program."  (CSA  has  directed  that  we  stop  decrementing  MACOMs 
In  advance.  Outyear  tails  of  Commerlcal  Activity  savings 
generated  will  be  used  as  a  blllpayer  In  Total  Army  Analysis 
(TAA)  In  which  restorals  of  advanced  decrements  will  compete 
along  with  other  requirements  Identified  In  TAA.  Execution 
year  savings  will  receive  priority  consideration  to  APORS 
payback  In  that  year.)  SUSPENSE:  Prior  to  POM  88. 

d.  DCSPER  will  develop  method  of  civ  Man  workforce 
(manpower)  control  which  provides  discipline  while  allowing 
some  MACOM  flexibility.  Identify  how  to  tMhten  controls  for 
FY  86.  SUSPENSE:  1  October  1985. 


/  S.  R.  WOODS,  JR .' 

Major  General,  GS 

Acting  Director  of  the  Army 
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